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PREFACE 


The  work  described  in  this  report  was  authorized  under  Project 
No.  10162622A553 ,  CB  Defense/General  Investigation.  This  work  was 
started  in  October  1993  and  completed  in  January  1994. 

The  Functional  Area  Management  Office  (FAMO)  was  tasked  by  the 
Director,  Engineering,  to  perform  a  study  to  assess  the 
directorate's  human  resource  requirements.  The  work  described  in 
this  report  provides  the  methodology  FAMO  team  members  followed  to 
assess  the  directorate's  human  resource  requirements  and  creates  a 
human  resource  database. 

The  use  of  trade  or  manufacturers'  names  in  this  report  does 
not  constitute  an  official  endorsement  of  any  commercial  products. 
This  report  may  not  be  cited  for  purposes  of  advertisement. 

This  report  has  been  approved  for  release  to  the  public. 
Registered  users  should  request  additional  copies  from  the  Defense 
Technical  Information  Center;  unregistered  users  should  direct  such 
requests  to  the  National  Technical  Information  Service. 
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HUMAN  RESOURCE  PLANNING 


I .  INTRODUCTION 


The  purpose  of  this  study  is  to  provide  a  methodology  for 
assessing  human  resource  planning  requirements.  It  defines  four 
steps  of  Resource  Scheduling  and  provides  several  planning  tools 
to  help  managers  in  fulfilling  and  maintaining  current  and 
projected  needs  of  any  materiel  acquisition  process.  An 
introduction  of  "The  XYZ  Company"  is  presented  for  illustration 
purposes . 


II.  BACKGROUND 


People  are  an  essential  resource  used  to  accomplish  work. 
Companies  and  organizations  must  be  aware  of  their  resource 
capacity  to  successfully  plan  for  up  or  down  periods,  new  markets, 
and  any  other  future  undertakings.  The  success  of  a  venture 
depends  on  how  a  company  or  organization  uses  its  resources. 
Resource  Scheduling  is  the  process  by  which  project  plans  and 
scheduling  of  resources  are  achieved.  Resource  scheduling 
consists  of  the  following  four  steps: 

STEP  ONE:  Define  the  resources  required  to  accomplish  each 
activity.  This  procedure  is  resource  allocation. 

STEP  TWO:  Define  the  total  number  of  resources  required  for 
the  process,  in  each  period,  according  to  the  plan  and  schedule. 
This  procedure  is  called  resource  aggregation. 

STEP  THREE:  Define  the  resources  that  can  be  made  available 
during  each  period.  This  is  resource  availability. 

STEP  FOUR:  Compare  resource  requirements  with  resource 
availability  to  identify  shortfalls  (not  enough  resources  to 
accomplish  process)  or  over  employment  (too  many  resources  to 
accomplish  process) .  This  procedure  is  resource  leveling. 
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III.  CASE  STUDY 


XYZ  is  a  ficticious  cosmetic  company  that  has  been  developed 
to  demonstrate  the  necessity  of  a  human  resource  database.  XYZ  is 
a  cosmetic  company  that  has  the  capabilities  to  do  product  research 
snd  testing  to  ensure  a  high  quality  of  standards  and  performances. 
It  is  a  subsidiary  company  that  competes  for  funds  from  its  parent 
company ,  DEF ,  for  RDT&E  programs.  Over  the  years,  XYZ  Company  has 
built  several  unique  facilities  found  nowhere  else  in  the  world. 
The  company  is  a  matrix  organization  containing  three  departments, 
A,  B,  and  C.  Department  A  is  RDT&E,  B  is  Production,  and  C  is 
Customer.  For  the  most  part  A,  B,  and  C  departments  are  competing 
for  the  services  of  a  fixed  pool  of  resources.  Currently,  there 
are  a  thousand  employees  that  possess  a  variety  of  skills  and 
expertise  from  secretarial  to  engineering.  Environmental 
Toxicology,  Computer  Simulation,  Product  Design,  and  Waste 
Treatment  are  areas  that  are  also  unique  to  the  company  (their 
"'core  competencies"')  . 

Over  the  past  five  years  changes  in  the  cosmetic  market  have 
resulted  in  a  decreased  budget,  with  a  dismal  outlook  for  the 
future.  This  led  management  to  implement  a  hiring  freeze,  and  to 
consider  the  undesirable  possibility  of  job  layoffs.  Management 
realizes  the  need  to  review  the  company's  resources  to  make  an 
assessment  of  available  required  resources  currently  and  for  the 
next  five  year  planning  efforts. 


A.  APPROACH 


A  team  was  formed  to  accomplish  the  task  of  assessing  the 
company's  human  resource  capabilities.  Because  the  three 
departments  were  acting  as  separate  entities  and  had  no  standard 
way  of  controlling  resources,  the  team  could  not  decide  how  to 
account  for  all  employees.  After  a  lengthy  brainstorm  session,  the 
following  strategy  was  decided  by  the  team  to  accomplish  the  four 
steps  of  resource  scheduling.  ‘ 

To  account  for  all  personnel  (Step  One) ,  a  correlation  between 
personnel  and  current  and  future  project  requirement  was 
established.  This  process  involved  reviewing  current  and  future 
RDT&E,  Production,  Customer,  and  Overhead  investment  and  other 
associated  costs. 
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Data  elements  were  defined  and  placed  on  data  collection 
sheets  (see  Figure  1) .  The  data  elements  included  job  titles, 
skills,  and  work  years  required  for  the  years  1994  through  1999 
(Step  Two)  .  Data  collection  sheets  were  given  to  each  team  for 
completion. 

Microsoft  Access1  was  used  as  the  database  management  software  to 
store  the  data.  This  software  is  user  friendly  and  easily  handles 
manipulation  of  data  elements  that  provide  quick  access  for 
reports,  graphs  and  any  other  required  summaries. 


B.  ANALYSIS 


The  use  of  Microsoft  Assess  enabled  the  team  to  manipulate 
the  data  into  various  graphical  formats  that  allowed  for  easy  view, 
quick  assessments  of  the  company's  resource  availability  (Step 
Three) ,  and  comparison  of  resource  requirements  with  resource 
availability  (Step  Four) .  Manyears  requirements  of  each 
department,  labor  categories  (Engineers,  Secretaries,  Technicians, 
etc. )  ,  and  core  competencies  are  presented  in  graphical  formats  in 
appendices  A-l  -  A-10. 

The  Total  Personnel  Requirements  (Figure  2)  shows  the 
disturbing  trend  that  personnel  requirements  will  drastically 
decrease  over  the  next  five  years  due  to  the  decrease  in  budget  and 
workload.  The  company's  current  employee  count  is  a  thousand,  but 
by  the  year  1999,  the  company's  projected  personnel  required  will 
be  just  six  hundred.  Although  most  of  the  graphs  show  a  general 
downward  trend,  some  areas  show  interesting  fluctuations  in 
personnel  requirements.  Occasionally  there  are  general  increases 
in  the  number  of  personnel  required  due  to  transitions  of  projects. 
More  detailed  analyses  follow  each  graph  in  the  appendix. 


Microsoft  Access,  Version  1.1, 
Corporation. 


trademark  of  Microsoft 
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(FIGURE  1) 
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IV.  RECOMMENDATIONS 


Resource  scheduling  is  a  four-step  process  that  allows 
companies  or  organizations  to  plan  and  properly  allocate  their 
current  and  future  personnel  requirements.  It  is  important  for 
management  to  be  prepared  for  occurrences  of  cycles  of  fluctuation 
of  personnel  requirements.  In  the  XYZ  company,  the  graphs  depict 
disturbing  information  on  the  trends  that  lie  ahead.  Years'  1994 
through  1999  amounts  to  a  forty  percent  reduction  in  force  unless 
XYZ  Company  can  solicit  new  accounts,  increase  its  customer  base, 
and  schedule  its  resources  effectively.  Fortunately  for  the  "XYZ" 
Company,  management  can  now  make  sound  decisions  on  how  to  handle 
the  declining  trends.  For  example,  according  to  the  analyses, 
management  could  focus  on  marketing  its  RDT&E  specialties  and  its 
core  competencies  to  keep  business  up  in  those  areas  while  the 
other  areas  are  still  active  in  their  business  markets.  Another 
decision  that  can  be  made  is  when  to  retrain  employees  to  fulfill 
responsibilities  in  areas  needing  personnel. 

For  optimal  effectiveness,  companies  should  involve  their 
employees  during  resource  scheduling  as  much  as  possible.  A  very 
valuable  tool  that  would  complement  a  resource  allocation  database 
is  a  Biosketch  on  each  employee.  Inviting  employees  to  prepare  a 
Biosketch,  containing  job  experiences,  skills,  and  other  job- 
related  information  about  themselves  would  allow  for  the  best 
possible  placement  of  employees.  Employees  would  examine  their 
own  strengths  and  weaknesses  and  plan  for  training  and  development 
to  prepare  to  take  on  more  diverse  roles  if  circumstances  dictate. 
When  necessary,  employees  would  also  maintain  and  update  their  own 
information  database. 


V.  CONCLUSION 


The  case  study  illustrates  how  important  resource  planning  is 
to  managers  of  any  company  or  organization.  Resource  planning  can 
be  a  tedious  and  difficult  task  to  accomplish.  Adequate  planning 
tools  for  collecting,  storing,  and  assessing  resources  can  decrease 
time  and  aid  in  providing  valuable  information  and  reports  for 
current  or  future  decision  making.  Although  XYZ  was  a  company  of 
merely  one  thousand  employees,  planning  tools  such  as  the  database 
helped  managerment  to  be  in  control  of  their  resources  and  made 
resource  planning  easy. 
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ENVIRONMENTAL  TOXICOLOGY 


A-25 


MANYRS  REQUIRED  —  273  269  265  263  263  260 


COMPUTER  SIMULATION 


MANYRS  REQUIRED  — 109  101  100  97  94  91 
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MANYRS  REQUIRED  — 52  49  46  42  40  38 


CORE  COMPETENCIES  SUMMARY 

Analysis 


